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GRIFF  ENHAGEN  &  ASSOCIATES 

(Established  1911) 
Consultants  in  Public  Administration  and  Finance 


Boston  8 
November  1,  19*+8 


The  Honorable, 

The  Chairman  and  the  Members 

of  the 
Finance  Commission  of  the  City  of  Boston 
2h   School  Street 
Boston  8,  Massachusetts 


Dear  Sirs 


Presented  herewith  is  our  Report  No.  7  covering  re- 
quisitioning, contracting,  and  stores keeping  in  the  Park  Depart- 
ment. 

Although,  as  we  understand  it,  a  separate  study  is 
being  made  by  others  of  purchasing  and  supply  problems  as  they 
apply  cross-departmentally  throughout  the  City  government,  you 
will  no  doubt  be  glad  to  have  our  suggestions  on  related  phases 
of  supply  management  within  the  Park  Department. 

One  of  the  reasons  we  went  rather  deeply  into  the  de- 
partment's supply  problems,  to  a  point  beyond  that  normally 
reached  in  a  study  not  encompassing  City-wide,  cross-departmental 
management  problems,  was  to  furnish  basic  information  on  supply 
operations  for  the  use  of  those  charged  with  the  separate  study 
of  City-wide  purchasing  and  supply  problems. 


Yours  faithfully, 


-a* 


Griff enhagerf  &   Associates 


SUMMARY  OF  FINDINGS 

Approximately  $800,000  is  spent  annually  by  the  park 
department  for  supplies,  materials,  equipment,  and  contractual 
services.  With  respect  to  the  procurement  of  most  supplies,  ma- 
terials, and  equipment,  the  park  department  is  dependent  largely 
upon  the  effectiveness  of  operations  in  the  printing  and  supply 
departments.  Even  though  it  is  considered  that  some  elements  of 
effective  procurement  are  lacking,  the  relatively  small  number  of 
emergency  or  confirming  orders  that  are  issued  is  some  evidence 
that  the  procurement  of  supplies,  materials,  and  equipment  is  being 
handled  with  fair  effectiveness. 

The  procurement  of  services  is  chiefly  the  responsibility 
of  the  park  department  and  13  under  its  control  and  supervision. 
It  is  found  that  these  functions  and  activities  are  being  handled 
reasonably  well. 

Inspection,  testing,  and  receiving  can  be  considered  as 
other  important  supply  problem  phases  for  the  effectiveness  of  which 
the  park  department  is  largely  responsible.  Several  recommendations 
have  been   made  which,  if  carried  out,  should  eliminate  seme  records 
and  duplication  of  effort. 

It  is  in  connection  with  storeskeeping  that  the  park 
department  can  and  should  make  the  most  significant  improvements 
in  its  supply  operations.  Adequate  storage  facilities  are  avail- 
able, or  can  be  provided,  with  relatively  little  cost.  The  greatest 
deficiencies  with  respect  to  storage  and  inventory  control  lie  in 
poor  housekeeping  and  unsatisfactory  records. 

It  is  believed  that  the  management  of  the  department  has 
failed  to  establish  and  enforce  practicable  standards  of  orderliness 
in  the  storage  of  commodities.   Perhaps  a  principal  cause  of  in- 
efficiency in  matters  of  stores  management  is  the  lack  of  trained 
personnel. 
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SUlufARY  0?  RECOMMENDATIONS 

The  recommendations  expressed  or  implied  in  Report 
Number  7  on  park  department  requisitioning,  contracting,  and  stores- 
keeping  are  as  follows: 

1.  Transfer  the  functions  relating  to  the  procurement 
of  supplies,  materials,  equipment,  and  services  for 
and  by  the  cemetery  division  to  the  office  of  the 
secretary  and  chief  clerk,  (Sec.  2) 

2.  Revise  the  manual  covering  disbursement  procedures 

to  be  used  in  all  departments;  define  responsibilities 
for  seeing  that  its  provisions  are  observed;  and  pre- 
scribe procedures  for  keeping  the  manual,  ammendmcnts , 
and  records  of  distribution  up  to  date.  (Sec,  3) 

3.  Adopt  a  plan  and  a  system  for  estimating  requirements 
and  requisitioning  for  purchase  on  schedule,   (Sec,  h) 

K*     Adopt  a  plan  for  compiling,  maintaining,  and  using 

adequate  records  for  the  classification  of  commodities, 
(Sec.  if) 

!?•   Program  the  determination  of  requirements  and  their 

procurement  to  secure  better  distribution  of  the  work- 
load in  requisitioning,  purchasing,  and  storing  the 
commodities  involved,   (Sec.  5) 

6,   Prepare  and  distribute  to  using  organization  units  of 
the  department,  up-to-date  lists  of  commodities 
stored  at  Franklin  Park  for  the  purpose  of  facilitat- 
ing the  proper  routing  of  requisitions  from  stock, 
(Sec.  6) 

7*     Develop  a  system  for  the  periodic  review  of  all  intra- 
department  requisitions,  PD  21,  for  the  purpose  of 
determining  the  advisability  of  carrying  additional 
commodities  in  stock,   (Sec,  6) 

8.  Require  the  submission  of  data  regarding  previous 
requisitions  and  stock  balances  on  all  intradepart- 
ment  requisitions,  PD  21,  for  which  space  is  now 
provided,  and  utilize  these  data  for  assisting  in  the 
control  of  inventories  and  purchases.   (Sec.  6) 

9.  Eliminate  the  determination  and  submission  of  data 
with  respect  to  the  dates  of  previous  purchase  re- 
quisitions, previously  requisitioned  quantities,  and 
current  inventories  from  all  purchase  requisitions, 
Form  Gen,  2,  unless  required  by  the  supply  department. 
(Sec.  7) 
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10.  Study  the  advisability  of  eliminating  the  heavy, 
relatively  expensive  bindings  and  covers  for  print- 
ing and  stationery  requisitions.   (Sec.  8) 

11.  Develop  a  system  whereby  receiving  agents  report 
single,  complete  deliveries  against  orders  of  the 
printing  and  supply  departments,  and  service  orders, 
by  using  the  receiving  copies  of  those  orders. 
(Sec*  9) 

12.  Develop  a  system  for  controlling  service  order  num- 
bers by  means  of  a  list  or  ledger  in  order  to 
eliminate  the  typing  of  a  sixth  copy  of  these  orders. 
(Sec.  11) 

13.  Establish,  maintain,  and  use  mailing  lists  of  vendors 
to  which  proposals  with  respect  to  service  orders 

and  contracts  can  be  distributed  in  order  .to  stimulate 
greater  interest  in  City  work  and  stronger  com- 
petitive bidding.   (Sec.  12) 

1*+,  Eliminate  the  card  record  at  Franklin  Park  yard  to 
which  is  posted  all  deliveries  to  stock  in  chrono- 
logical order.   (Sec.  1U-) 

15.  Determine  the  , availability  of  vendors' cash  discounts 
in  advance  of  issuing  service  orders  and  executing 
contracts  and  include  these  data  in  those  procure- 
ment documents  to  assist  in  the  proper  disposition 
of  invoices  and  in  the  making  of  disbursements. 
(Sec.  15) 

16.  Modernize  the  methods  of  storing  commodities,  provide 
more  addequate  stora.ge  equipment,  such  as  shelving, 
bins,  and  racks,  and  enforce  reasonable  standards 
with  respect  to  orderly  arrangement,  protection,  and 
neatness  of  appearance  of  the  facilities  and   com- 
modities involved.   (Sec.  16) 

17.  Establish  and  maintain  an  adequate  stock  control 
system  and  inventory  records  for  the  various  store- 
rooms; provide  for  the  periodic  audit  of  these 
records;  and  make  them  readily  available  to  the 
secretary  and  chief  clerk.   (Sec.  16) 

18.  Establish  and  maintain  adequate  control  and  inventory 
records  of  all  fixed  and  movable  property  for  which 
the  park  department  is  responsible,   (Sec.  16) 
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PARK  DEPARTMENT 
REQUISITIONING,  CONTRACTING,  AND  STORESKEEPING 


1.   General  Comments 

The  board  of  park  commissioners  is  held  responsible  and 
accountable  for  supplies,  materials,  and  equipment  purchased, 
issued,  or  stored  by  or  for  the  department.   Likewise,  the  board 
has  the  power  to  incur  obligations  in  behalf  of  the  City  (1)  for 
the  performance  of  services  in  the  discharge  of  its  duties  and 
responsibilities  through  the  issuance  of  service  orders  and  (2) 
by  the  award  and  execution  of  contracts  with  the  written  approval 
of  the  mayor. 

The  board  of  park  commissioners  also  is  responsible  for 
determining  the  policies,  establishing  the  procedures,  and  pre- 
scribing the  forms  for  requisitioning  supplies,  materials,  and 
equipment  from  stock.   Similarly  it  is  responsible  for  prescribing 
other  records  necessary  for  coordinating  and  controlling  the  storage 
and  distribution  of  commodities  as  needed  by  the  various  organiza- 
tion units  in  the  department. 

The  principal  responsibilities  of  the  department  with 
respect  to  the  procurement  of  supplies,  materials,  equipment,  and 
services  are  to  determine  requirements;  to  prepare  and  distribute 
requisitions  on  appropriate  forms  to  the  printing  and  supply  depart- 
ments; to  issue  service  orders  direct  to  vendors  selected  to  perform 
the  work;  and  to  arrange  the  advertisement  or  negotiation  of  con- 
tracts, their  award,  and  their  execution,  subject  to  the  approval 
of  other  government  authorities. 

In  recent  years,  the  park  department  has  issued  a  yearly 
average  of  approximately  1600  purchase,  stationery,  and  printing 
requisitions  to  the  printing  and  supply  departments,  and  700  service 
orders,  and  has  entered  into  approximately  *+0  formal  contracts 
annually.  The  number  of  "office"  or  intradepartment  requisitions, 
Forms  PD  21,  is  estimated  at  approximately  2300  yearly.   These  re- 
quisitions are  prepared  in  the  various  organization  units  in  the 
department  and  may  lead  to  the  distribution  of  the  specified  sup- 
plies, materials,  and  equipment  from  stocks  maintained  by  the  depart- 
ment at  various  locations.   In  the  absence  of  stock,  the  commodities 
are  procured  through  the  issuance'  of  other  forms  of  requisitions  to 
the  printing  and  supply  departments.   If  requisitioned  services  are 
not  to  be  performed  by  the  department's  own  forces,  then  they  are 
procured  from  outside  sources  by  the  use  of  service  orders  or  by 
entering  into  formal  contracts.  Approximately  200  of  the  1600 
intradepartment  requisitions  for  commodities  are  initiated  by   the 
staff  of  the  Franklin  Park  yard  and  the  balance  are  prepared  by 
the  other  organization  units  in  the  department. 
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The  approximate  value  of  purchases  and  contractual  ser- 
vices covering  the  operations  of  the  park  department  during  19^7 
by  these  three  basic  means  of  procurement  has  been  estimated  as 
follows : 

Purchase  orders  $277,682 
Service  orders  195?313 
Contracts  3-17,726 

Total  $790,721 

The  value  of  purchase  orders  includes  the  value  of  print- 
ing and  stationery  requisitions  issued  to  the  printing  department 
even  though  the  requisitions  may  be  filled  from  the  stock  of  that 
department  or  by  operations  such  as  printing,  cutting,  and  binding 
performed  within  that  department. 

The  principal  responsibilities  of  the  park  department  with 
respect  to  storeskeeping  are  to  determine  policies,  establish  pro- 
cedures, and  prescribe  the  forms  to  be  used  with  respect  to  storing, 
controlling,  and  distributing  supplies,  materials,  and  equipment 
as  needed  in  the  operations  of  the  department. 

Department  officials  have  estimated  that  approximately 
10,000  square  feet  of  space  at  various  locations  throughout  the 
City  is  used  to  store  about  1000  kinds  of  items.   The  value  of  these 
stores  is  estimated  currently  at  over  $1+8,000. 

2 ,   Staff  Assigned  to  Requisitioning,  Contracting,  and  Storeskeeping 

Two  full-time  employes  are  engaged  in  the  clerical  work 
of  processing  requisitions  and  service  orders  at  the  central  offices 
of  the  department  for  all  organization  units  except  the  cemetery 
division.  This  work  includes  such  operations  as  typing,  checking, 
distributing,  recording,  and  following  up  purchase  requisitions  in 
the  supply  department  and  stationery  or  printing  requisitions  in 
the  printing  department.   In  addition,  these  employes  are  responsible 
for  maintaining  central  files  of  requisitions,  orders,  receiving 
notices,  invoices,  and  other  related  papers.   Their  activities 
include  checking  receiving  notices  against  orders  and  invoices, 
computing  extensions  on  invoices,  distributing  receiving  notices 
and  invoices,  recording  costs  in  budget  records,  preparing  authoriza- 
tions for  payment,  and  the  like. 

Another  full-time  employe  in  a  separate  section  of  the 
central  office  is  engaged,  a  substantial  portion  of  the  time,  in 
similar  activities,  exclusively  with  respect  to  the  operations  of 
the  cemetery  division.   The  cemetery  division  processes  approximately 
175  purchase,  stationery,  and  printing  requisitions  and  80  service 
orders  annually. 
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The  two  employes  first  mentioned  are  under  the  direct 
supervision  of  the  secretary  and  chief  clerk  of  the  department. 
The  employe  concerned  with  procurement  matters  of  the  cemetery 
division  is  under  the  direct  supervision  of  the  superintendent  of 
the  cemetery  division.  However,  purchase,  printing,  stationery 
requisitions,  and  service  orders  prepared  in  this  division  are 
routed  to  the  secretary  and  chief  clerk  of  the  department  who  has 
the  responsibility  of  securing  the  approval  and  signature  of  the 
board  chairman  on  each. 

The  principal  reason  given  for  the  decentralization  of 
these  operations  was  that  the  cemetery  division  is  the  only  organiza- 
tion unit  in  the  department  which  has  a  separate  budget  and,  there- 
fore, that  it  is  considered  more  appropriate  that  such  activities 
should  be  assigned  to,  and  be  under  the  supervision  of,  the  staff 
of  the  cemetery  division.   Inasmuch  as  the  secretary  and  chief 
clerk  is  charged  with  overall  responsibilities  with  respect  to  the 
preparation  and  administration  of  park  department  budgets,  includ- 
ing those  of  the  cemetery  division,  it  is  not  considered  that  there 
are  sufficient  grounds  to  justify  this  decentralization.  Therefore, 
it  is  recommended  that  the  direction  of  cemetery  division  procure- 
ment be  transferred  to  the  office  of  the  secretary  and  chief  clerk. 

In  addition  to  the  administrative  and  supervisory  res- 
ponsibilities described  above,  the  secretary  and  chief  clerk  is 
charged  with  other  duties  with  regard  to  procurement  processes,  as 
well  as  related  financial  matters.  His  duties  include  designating 
on  the  intradepartmental  requisitions  the  budget  accounts  to  which 
proposed  expenditures  shall  be  charged,  approving  invoices  for  pay- 
ment, securing  the  approval  and  signature  of  the  board  chairman  on 
many  procurement  and  disbursement  documents,  determining  the  dis- 
position of  invoices,  supervising  the  preparation  of  drafts,  and 
the  like.   The  discharge  of  these  duties  requires  only  a  portion 
of  his  time.   The  secretary  and  chief  clerk  devotes  the  major  por- 
tion of  his  time  and  effort  in  seeing  to  the  general  administration 
of  the  department's  operations. 

Approximately  26  other  employes  of  the  department,  such 
as  assistant  deputy  commissioners,  superintendents,  directors, 
general  foremen,  and  foremen  are  reported  to  spend  varying  amounts 
of  time  daily  in  the  preparation  of  intradepartment  requisitions, 
checking  and  inspecting  materials,  and  preparing  receiving  notices. 

At  the  various  stores  locations,  it  was  reported  that 
five  employes  permanently  assigned  to  these  places  are  engaged  in 
ckecking,  inspecting,  storing,  and  issuing  stock  a  portion  of  all 
of  their  time  daily. 

The  engineering  office  of  the  department  is  principally 
concerned  with  the  clerical,  administrative,  and  technical  functions 
involved  in  the  preparation  of  specifications  and  advertisements, 
collection  and  review  of  bids,  determination  of  awards,  execution 
of  forms,  and  the  performance  of  contracts.   From  time  to  time, 
the  secretary  and  chief  clerk  is  called  upon  to  assist  in  these 
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matters  although,  relatively,  his  contributions  of  time  and  effort 
are  small  as  compared  with  his  duties  and  responsibilities  in 
connection  with  the  procurement  of  supplies,  materials,  equipment, 
and  services  through  the  printing  and  supply  departments  and  the 
issuance  of  service  orders. 

The  chairman  of  the  board  of  park  commissioners  is  re- 
quired to  review  and  approve  many  operations  and  documents  in  con- 
nection with  the  overall  procurement  and  material  management  pro- 
cesses. 

The  employes  of  the  park  department  engaged  in  the  various 
phases  of  procurement  and  material  management,  their  salaries,  and 
estimated  portions  of  their  time  spent  on  these  operations  were 
reported  as  follows : 


Position  No , 

Board  chairman  1 

Secretary  and  chief  clerk  1 

Director  of  recreation  1 

Supt.  of  cemeteries  1 

Acting  chief  engineer  1 

As st.  deputy  commissioner  3 

Superintendent  of  baths  1 

General  foreman  5 

Clerk  (cemetery  division)  1 

Engineer  1 

Foreman  3 

Storehouse  clerk  1 
Asst.  director  of  recreation    1 

Clerk-stenographer  2 

Senior  stockroom  helper  1 

Senior  stockroom  helper  1 

Total  25 


Annual 
Salary 

$8,000 
^,800 
^-,600 
J+,600 
>+,000 
3,800 
3,500 
3,300 
3,200 
3,100 
3,000 
3,000 
2,900 
2,800 
2,>+60 
2,^00 


Percent  of  Time 
Spent  on  Supply  and 
Contract  Func t i ons 

6 
12 

3 

3 

12 

3 

6 
6 

31 

6 

6 

50 
18 

100 

100 

25 


In  some  cases  it  has  been  necessary  to  average  salaries 
for  purposes  of  this  tabulation,  since  several  employes  in  the  same 
classification  listed  received  varying  amounts  of  compensation. 
The  titles  of  the  positions  are  not  necessarily  in  accord  with 
official  civil  service  classifications,  but  are  those  appearing  on 
the  department's  organization  chart  and  those  by  which  they  are 
commonly  referred  to  in  the  department. 


i 

3 .   Manual  for  Purchases  and  Disbursements 

In  cooperation  with  the  various  departments  and  other 
agencies  concerned,  the  auditing  department  has  established  basic 
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policies  and  procedures,  and  prescribed  several  forms,  for  con- 
trolling disbursements  by  the  City  and  for  coordinating  procurement 
and  contract  processes.   These  have  been  put  in  writing  and  dis- 
tributed in  manual  form.   The  latest  formal  manual  is  dated 
November  15,  193*+9  and  was  issued  with  a  view  to  putting  the  out- 
lined policies  and  procedures  and  the  prescribed  forms  into  effect 
on  January  1,  1935.  Amendments  and  subsequent  explanations  or 
instructions  were  mimeographed  and  presumably  were  distributed  to 
the  recipients  of  the  original  printed  manual. 

The  use  of  such  a  manual  is  highly  desirable  in  that  it 
assists  materially  in  making  procurement  and  disbursement  processes 
uniform  throughout  the  City.   A  manual  is  a  convenient  device  for 
defining  responsibilities,  describing  and  explaining  established 
policies  and  procedures,  and  prescribing  the  design  and  use  of 
forms.   It  is  equally  important  that  all  amendments  are  distributed 
to  all  concerned,  that  superseded  instructions  and  forms  are  can- 
celled; and  that  the  instructions  at  all  times  are  followed. 

A  study  of  this  manual,  printed  3J+  years  ago,  and  a  com- 
parison of  its  provisions  with  current  policies,  procedures,  and 
forms  show  that  the  manual  needs  substantial  revision.   In  view  of 
its  City* wide  application  and  value,  it  is  recommended  that  res- 
ponsibilities be  defined  and  procedures  be  established  and  carried 
out  for  the  effective  control, and  maintenance  of  the  manual.  An 
employe  of  the  auditing  department  should  be  assigned  the  responsi*- 
bility  for  the  distribution  of  the  manual  and  amendments*   He 
should  maintain  a  correct  master  copy  at  all  times  and  should  see 
that  copies  in  the  hands  of  City  employes  are  correct.  Copies  of 
the  manual  should  be  numbered  consecutively  starting  with  the  number 
one,  and  a  record  should  be  maintained  showing  for  each  copy  issued, 
the  name  of  the  employe  to  whom  it  was  issued,  the  department, 
agency,  or  office  in  which  the  employe  is  located,  and  the  date  of 
issuance.  At  the  time  amendments  are  distributed,  superseded  copies 
should  be  collected  and  destroyed.   Specific  policies,  procedures, 
and  schedules  should  be  established  and  observed  for  the  incor- 
poration of  all  amendments  in  the  printed  manual. 

In  order  to  facilitate  conformity  with  prescribed  opera- 
tions, as  described  and  explained  in  the  manual,  and  in  order  to 
encourage  cooperation  for  improving  such  operations,  the  responsi- 
bilities of  the  heads  of  departments,  agencies,  or  offices  concerned 
should  be  defined  clearly  to  prescribe  that  they  shall  make  periodic 
checks  to  ascertain  whether  each  employe  to  whom  a  manual  has  been 
issued  has  a  copy  on  hand,  and  that  the  employes  under  his  super- 
vision observe  the  rules. 

*+  •   Purchasing  on  Schedule 

The  general  policy  of  the  department  to  supply  the  needs 
of  the  majority  of  its  organization  units  by  maintaining  central 
stores  at  the  Franklin  Park  yard  has  not  been  implemented  to  the 


-9- 

fullest  practicable  extent  with  an  adequate  plan  and  system  of 
requisitioning  for  purchase  on  schedule.   The  basic  purpose  of  such 
a  plan  is  to  distribute  evenly  over  the  entire  year  the  work  in- 
volved in  requisitioning  for  purchase  and  to  meet  the  requirements 
of  the  department  without  unnecessarily  tying  up  funds.   In  order 
to  achieve  these  objectives,  the  department  should  devise  a  system 
whereby  requirements  for  supplies,  materials,  and  equipment  will  be 
estimated  and  requisitioned  for  purchase  as  accurately  as  possible 
by  the  using  organization  units.  These  estimates  may  cover  yearly 
periods,  or  such  shorter  periods  as  in  some  cases  may  be  deemed 
advisable.  Casual  requisitioning  and  purchasing  of  small  quan- 
tities of  the  same  kinds  of  materials  should  be  avoided  to  the 
fullest  possible  extent. 

It  is  the  policy  of  the  supply  department  to  transmit  to 
the  various  using  agencies  of  the  City  periodic  lists  covering 
selected  classes  or  types  of  commodities  with  a  view  to  determining 
the  consolidated  requirements  of  the  City  for  specified  periods . 
This  procedure  is  intended  to  enable  the  supply  department  to  take 
advantage  of  favorable  market  conditions  and  to  eliminate  some 
duplication  of  purchase  negotiations.  However,  except  for  these 
requests  from  the  supply  department,  it  is  not  considered  that  the 
park  department  has  developed  a  similar  and  adequate  system  for 
estimating  and  requisitioning  other  requirements. 

in  the  absence  of  adequate  inventory  records  at  the 
various  stores  locations  throughout  the  department,  purchase 
schedules  are  determined  by  a  visual  check  of  the  commodities  in 
stock  and  the  familiarity  of  individuals  as  to  the  rates  of  con- 
sumption.  It  has  been  the  custom  to  requisition  stocked  com- 
modities for  purchase  in  sufficient  quantities  to  meet  the  needs 
of  the  department  on  a  seasonal  basis.   For  some  commodities,  the 
seasonal  requisitioning  for  purchase  may  have  advantages  in  main- 
taining balanced  stock  positions,  in  keeping  storage  space  require- 
ments to  a  practicable  minimum,  and  avoiding  unnecessarily  tying 
up  the  funds  of  the  department. 

However,  increasing  emphasis  should  be  placed  on  the  use 
of  order  cycles  for  regular  and  systematic  review  of  stock  status, 
determination  of  requirements,  purchasing  and  such  other  supply 
actions  as  may  be  necessary  to  establish  a  balanced  stock  position. 
The  length  of  the  order  cycles  should  vary  with  the  classes  of  com- 
modities involved.   Some  routine  general  supply  articles  required 
for  regular  recurring  maintenance  and  operating  activities  of  the 
department  which  are  of  low  Value  and  small  bulk  should  be  placed 
on  twelve-month  order  cycles.   Other  articles  of  large  bulk,  high 
value,  with  no  recurring  usage,  or  subject  to  deterioration  or 
obsolescence  should  be  placed  on  shorter  order  cycles. 

Commodities  purchased  out  of  schedule  should  be  restricted 
to  items  for  which  the  department  has  only  occasional  demand  and 
which,  for  this  reason,  cannot  be  purchased  in  quantities  without 
tying  up  funds  unnecessarily.   Out- of- schedule  purchasing  increases 
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excessively  the  normal  burdens  incident  to  requisitioning,  purchas- 
ing, deliveries,  and  payments.   Therefore,  if  requisitions  for  the 
same  commodity  are  repeatedly  received  for  out- of- schedule  purchas- 
ing, a  study  should  be  undertaken  to  determine  if  the  purchase  of 
the  commodity  cannot  be  made  more  advantageously  in  larger  quan- 
tities. 

Although  some  progress  has  been  made  in  the  direction  of 
scheduled  purchasing  for  the  department,  it  is  believed  that  ap- 
propriate schedules  have  not,  and  cannot,  be  established  to  the 
fullest  practicable  extent  by  casual  check  of  the  articles  in 
stock,  particularly  in  view  of  the  substantial  number  of  different 
articles  carried  in  stock  throughout  the  department. 

Intradepartment  requisitions  customarily  routed  to  the 
Franklin  Park  stores  are  subject  to  revie\7  to  determine,  among 
other  things,  the  advisability  of  stocking  articles  where  the 
frequency  and  extent  of  requirements  would  justify  the  action. 
However,  the  history  of  previous  transactions  is  largely  in  the 
fallible  memory  of  the  reviewer.   Records  are  inadequate  to  make 
such  determinations  efficiently  and  promptly.  Furthermore,  as 
discussed  later  in  this  report,  many  requisitions  do  not  pass  through 
the  Franklin  Park  stores  so  as  to  permit  a  centralized  and  coordi- 
nated review  for  determining  the  advisability  of  stocking  the  com- 
modities involved. 

In  the  practical  application  of  these  principles,  com- 
modities used  to  any  great  extent  by  the  department  should  be 
classified  into  separate  groups  commonly  known  as  "commodity  classes." 
Commodities  of  the  same  nature,  ordinarily  secured  from  the  same 
sources  of  supply  and  scheduled  for  purchase  at  the  same  time  of 
the  year  according  to  favorable  market  conditions,  should  be  placed 
in  the  same  class.   In  the  absence  of  concerted  City-wide  action 
by  the  printing  and  supply  departments  along  these  lines,  it  is 
believed  that  the  park  department  can  make  substantial  improvements 
in  its  own  material  management  by  simplifying  and  stabilizing  these 
phases  of  supply. 

5 •   Determining  Requirements 

In  general,  the  department  should  determine  the  require- 
ments for  supplies,  materials,  and  equipment  according  to  records 
of  past  experience  and  estimates  of  anticipated  requirements  fur- 
nished by  the  various  using  organization  units.   The  department 
lacks  current  cumulative  records  of  commodities  purchased  and  used 
to  any  great  extent,  stored,  or  kept  in  stock  in  the  authorized 
stores.   Furthermore,  there  are  no  specially  prescribed  forms  on 
which  to  provide  a  cumulative  record  of  quantities  of  commodities 
purchased  and  used  which  do  not  clear  through  stores  inventory 
records.  Records  of  commodities  in  this  latter  category  would  also 
prove  valuable  in  providing  a  historical  basis  and  justification 
for  stocking  some  of  the  commodities. 
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lt is  believed  that  the  determination  of  accurate  re- 
quirements and  the  development  of  effective  purchase  requisition 
schedules  would  be  facilitated  greatly  with  such  records.   In  line 
with  these  objectives,  it  is  recommended  that  a  system  be  devised 
for  securing  the  estimated  anticipated  requirements  from  each  using 
agency  as  guided  by  records  of  past  consumption  and  on  the  basis 
of  the  work  programs  for  ensuing  periods.   These  data  would  also 
assist  in  the  determination  for  requisitioning  purposes,  of  ap- 
propriate maximum  and  minimum  quantities  of  stock  to  be  carried. 

6.   Intradepartment  Requisitions 

The  basic  document  used  in  and  by  the  park  department  to 
initiate  all  issues  from  stock,  or  purchases  through  the  printing 
and  supply  departments,  and  to  procure  services  by  the  issuance  of 
service  orders,  is  Form  PD  21  entitled  "Requisition  for  Supplies." 
As  stated  previously,  approximately  2300  of  these  requisitions 
are  prepared  and  distributed  annually.  A  detailed  study  of  this 
form  as  well  as  of  the  policies  and  procedures  established  for  its 
use  has  resulted  in  some  recommendations  for  improvement  in  intra- 
department requisitioning  processes. 

It  is  the  broad  policy  of  the  department  to  carry  in 
stock  at  the  Franklin  Park  yard  sufficient  quantities  of  the  various 
kinds  of  supplies,  materials,  and  equipment  to  supply  the  needs 
of  all  organization  units,  excluding  the  cemetery  division.  Com- 
modities which  are  used  in  small  quantities,  purchased  infrequently, 
needed  only  for  specific  purposes,  or  used  by  certain  organization 
units  exclusively,  generally  are  not  stocked.   Such  special  com- 
modities are  requisitioned  by  the  organization  units  concerned  and, 
frequently,  deliveries  are  made  direct  to  these  organization  units* 

In  practice,  however,  it  is  considered  that  this  policy 
is  not  implemented  to  the  fullest  practicable  extent  either  in  the 
operation  of  stores  or  in  the  development  of  unified  and  simplified 
procedures  for  intradepartment  requisitioning.  Although  additional 
findings,  conclusions,  and  recommendations  with  respect  to  stores- 
keeping  are  presented  in  another  section  of  this  report,  certain 
basic  policies  and  procedures  are  discussed  here  to  demonstrate 
their  effect  on  requisitioning  processes,  particularly  as  they  con- 
cern supplies,  materials,  and  equipment. 

The  Franklin  Park  yard  normally  carries  stocks  of  com- 
modities for  the  use  of  playground  field  offices  and  for  the  central 
maintenance  and  repair  facilities  such  as  the  garage,  machine  shop, 
carpenter  shop,  and  paint  shop.   Other  organization  units  of  the 
department,  such  as  bath  houses,  greenhouses,  the  aquarium,  and  the 
zoo,  may  send  requisitions  for  supplies,  materials,  or  equipment 
either  to  the  Franklin  Park  yard  or  to  the  central  offices  of  the 
department. 
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In  the  case  of  these  latter  organization  units,  there  is, 
apparently,  no  clear-cut  policy  and  procedure  for  determining  to 
which  of  these  two  places  such  intradepartment  requisitions  should 
be  sent.   The  practice  seems  to  be  that  if  the  requisitioner  knows 
or  believes  that  the  Franklin  Park  stores  contain  stocks  of  the 
commodities  required,  then  the  requisitions  will  be  routed  there 
for  supplying  the  needs  by  stock  issues.   In  other  cases  when  the 
requisitioner  knows  or  believes  that  the  required  commodities  are 
not  carried  in  stock  the  intradepartment  requisitions  are  routed 
to  the  central  offices.   However,  many  such  requisitions  routed 
direct  to  the  central  offices  are  referred  to  the  Franklin  Park 
yard  and  the  required  commodities  are  supplied  from  stock.  Again, 
this  routing  depends  on  the  personal  knowledge  and  memory  of  the 
secretary  and  chief  clerk  as  to  the  stocks  maintained.   Since  no 
commodity  lists  are  kept  up  to  date  and  available  for  reference  by 
requisitioners  or  the  administrative  staff  to  determine  proper 
routings,  some  delay  and  wasted  effort  is  involved  in  this  system 
of  direct  and  indirect  requisitioning. 

In  view  of  its  separate  budget  and  separate  stores,  no 
requisitions  for  supplies,  materials,  or  equipment  initiated  by 
the  cemetery  division  are  routed  to  Franklin  Park,  even  though  the 
commodities  required  are  carried  in  stock.   Therefore,  all  such 
requisitions  prepared  by  the  cemetery  division  are  routed  to  the 
central  offices  of  the  department,  since  the  requests  are  intended 
to  serve  as  the  basis  of,  and  authorization  for,  the  preparation 
of  purchase,  printing,  and  stationery  requisitions  for  procurement 
through  the  printing  and  supply  departments. 

Inasmuch  as  the  intradepartment  requisitions  of  the 
cemetery  division  number  less  than  200  annually,  the  policy  not  to 
replenish  division  stores  from  the  stocks  at  Franklin  Park  is  not 
considered  of  sufficient  importance  to  recommend  a  change.  The 
efficacy  of  a  separate  budget  for  the  cemetery  division  involves 
somewhat  complicated  legal  and  financial  considerations  having  to 
do  with  such  matters  as  the  administration  of  deeds,  agreements  for 
perpetual  care,  trust  funds,  and  the  like.  Furthermore,  in  the 
proper  administration  and  control  of  cemetery  division  budgets, 
it  would  be  necessary  or  desirable  to  make  intradepartment  billings 
covering  the  value  of  supplies,  materials,  and  equipment  issued  to 
the  division  from  the  Franklin  Park  stores.   It  is  likely  that  the 
cost  of  such  operations  would  more  than  offset  any  savings  in  time 
and  effort  that  could  be  achieved  by  requisitioning  commodities  from 
the  stocks  at  Franklin  Park. 

It  is  recommended  that  a  stock  list  be  prepared,  dis- 
tributed, and  kept  up  to  date  showing  all  the  commodities  carried 
in  stock  at  the  Franklin  Park  yard.   3y  reference  to  this  list 
requisitioners  in  any  organization  unit,  excluding  those  in  the 
cemetery  division  for  which  the  commodity  list  would  not  have  ap- 
plication, would  be  able  to  determine  whether  to  route  the  re- 
quisition to  Franklin  Park  for  issuance  of  the  required  commodities 
from  stock  or  to  send  the  requisition  to  the  central  offices  for 
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procurement  through  the  printing  una  supply  departments.   This 
recommendation  should  be  implemented  further  by  establishing  and 
enforcing  the  rule  that  listed  stock  and  non-stock  items  are  not 
to  be  included  on  the  same  requisition.   Intradepartment  requisi- 
tions routed  to  the  central  offices  should  be  reviewed  periodically 
for  determining  the  advisability  of  carrying  additional  commodities 
in  stock  as  the  frequency  of  requisitioning  for  purchase  and  the 
quantities  involved  would  justify. 

The  intradepartment  requisition,  Form  PD  21, measures 
approximately  7"  x  8".   It  is  printed  in  sets  of  an  original  and  a 
duplicate  and  distributed  in  pads.   The  forms  are  not  prenumbered. 
This  system  is  considered  preferable  and  less  expensive  than  some 
of  the  expensive  bindings  and  stub  arrangements  found  in  other 
departments.   The  average  number  of  items  on  each  requisition  was 
ascertained  to  be  three  and  this  relatively  small  number  of  items 
is  due  to  limited  requirements  rather  than  limitations  in  space. 

In  a  prominent  position  on  the  face  of  the  requisition 
form  appears  a  grid  in  which  it  is  intended  that  the  requisitioner 
will  provide  historical  data  regarding  the  date  of  the  previous 
requisition  covering  the  commodity  called  for,  the  quantity 
previously  requisitioned,  and  the  balance  oh  hand.   Sufficient 
space  is  provided  to  list  these  data  in  the  event  that  several 
items  are  requisitioned.   Such  historical  information  should  be  of 
considerable  value  in  serving  as  a  basis  for  approving  purchases 
and  for  controlling  inventories.   Examination  of  many  requisitions 
showed  no  consistent  policy  for  recording  or  using  these  data. 
The  information  was  frequently  inserted  by  the  Franklin  Park  staff 
but  this  practice  would  supply  such  data  only  with  respect  to  about 
200  requisitions.   Other  requisitioning  units  rarely  presented  the 
data  and,  so  far  as  could  be  determined,  no  concerted  effort  is 
being  made  to  require  the  information. 

In  addition,  to  the  stores  at  Franklin  Park  yard,  other 
organization  units  in  the  department,  such  as  the  recreation  and 
cemetery  divisions,  carry  relatively  substantial  stocks.   In  view 
of  these  facts,  it  is  recommended  that  the  historical  data  regarding 
previous  transactions  be  required  on  all  requisitions  for  materials, 
supplies,  and  equipment  and  that  the  department  develop  and  estab- 
lish the  policies,  procedures,  and  forms  for  utilizing  these  data 
in  controlling  purchases  and  inventories.   Unless  this  recommenda- 
tion is  carried  out,  the  grid  and  the  data  which  it  calls  for 
should  be  dispensed  with  on  the  form,  since  the  data  are  new  so 
inconsistently  provided  as  to  serve  no  useful  purpose. 
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7.   Purchase  Requisitions 

The  purchase  requisition  form,  Gen.  2, 
throughout  the  City.   It  is  used  to  initiate  the  ,.• 
supplies,  materials,  and  equipment  by  and  through  the  supply  depart- 
ment.  Basic  instructions  with  respect  to  its  preparation  arc 
printed  on  the  form.   Standardization  of  the  form  has  such  advan- 
tages as  reducing  printing  costs  and  simplifying  filing  operations. 
Furthermore,  in  the  preparation  and  distribution  of  an  original  and 


two  copies,  the  number  of  pages  to  a  complete  requisition  has  been 
kept  at  a  practicable  minimum.   3o  far  as  could  be  determined,  the 
park  department  has  not  experienced  any  significant  difficulties 
in  preparing  or  using  this  form. 

Space  is  provided  on  the  purchase  requisition  form  where- 
in each  requisitioning  agency  is  expected  to  provide  certain 
historical  and  current  inventory  data  with  respect  to  each  commodi- 
ty requisitioned.   This  information  includes  the  date  of  the  pre- 
vious requisition  for  the  item,  the  quantity  previously  requisi- 
tioned, and  the  balance  on  hand.   The  park  department  does  not 
submit  this  information  with  any  consistency.   The  practice  has 
been  to  add  these  data  to  purchase  requisitions  when,  in  turn,  it 
has  been  supplied  on  the  corresponding  intradepartment  requisitions, 
Form  PD  21.   The  lack  of  uniformity  in  reporting  such  information 
has  already  been  discussed.   So  far  as  could  be  ascertained,  the 
supply  department  is  not  insisting  that  it  be  submitted.   Unless 
and  until  the  supply  department  requires  the  information,  it  is 
recommended  tiiat  the  park  department  omit  it  entirely  from  purchase 
requisitions  on  the  ground  that  such  fragmentary  reporting  is  not 
likely  to  be  of  any  appreciable  worth. 

No  special  form  has  been  devised  by  the  park  department 
for  its  own  use,  nor  by  the  supply  department  for  City-wide  use, 
in  canceling  or  amending  a  purchase  requisition  after  it  has  been 
distributed  to  the  supply  department.   Such  action  is  taken  by 
intradepartmental  letters  or  memoranda.   The  need  or  desirability 
of  a  standard  form  for  the  purpose  is  so  slight  in  the  case  of  the 
park  department  that  any  action  toward  this  end  may  well  be  left  to 
the  initiative  of  the  supply  department  for  its  use  on  a  City-wide  . 
basis. 

All  purchase  requisitions  are  prepared  at  the  central 
offices  of  the  department.   They  are  issued  for  the  purchase  of  sup«? 
plies,  materials,  or  equipment,  even  though  the  supply  department 
may  have  contracted  for  supply  on  an  annual  or  other  periodic  basis 
pursuant  to  the  estimated  requirements  of  using  departments,  offices, 
or  agencies,  throughout  the  City.  Except  as  discussed  earlier  in  this 
report,  the  preparation,  approval  and  distribution  of  purchase  requi- 
sitions are  subject  to  a  considerable  degree  of  centralized  control 
and  supervision. 

It  is  the  policy  of  the  department  to  keep  the  issuance  of 
confirming  or  emergency  purchase  requisitions  to  a  practicable 
minimum.  According  to  figures  submitted,  approximately  5°  confirming 
purchase  requisitions  to  cover  actual  emergency  requirements  are 
issued  each  year.  This  amounts  to  less  than  five  percent  of  the 
total  number  of  purchase  requisitions  distributed  by  the  department. 
Considering  the  likelihood  and  varieties  of  emergencies  that  can 
and  do  arise  in  the  operations  of  the  department,  it  is  believed 
that  this  policy  is  being  carried  out  with  reasonable  success. 
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8 .  Printing  and  Stationery  Requisitions 

The  printing  and  stationery  requisitions  are  standard 
throughout  the  City.   Both  requisitions  measure  approximately 
6  l/V  x  8  W  and  are  similar  in  design.   Requisitions  used 
exclusively  for  the  procurement  of  printing  supplies  are  white,  and 
requisitions  for  stationery  and  other  office  supplies,  materials, 
and  equipment  procured  through  the  printing  department  are  green. 

The  volume  of  printing  and  stationery  requisitions  pre- 
pared and  issued  by  the  park  department  is  reported  as  follows; 

Stationery     Printing 
Year     Requisitions   Requisitions 

19^6  65  127 

19J4-7  77  137 

19U8  54  105 

(to  9/15) 

These  requisitions  are  included  in  the  approximate  annual  total 
issue  of  1I4.OO  requisitions  by  the  park  department. 

The  policies  and  procedures  governing  the  initiation, 
preparation,  and  distribution  of  printing  and  stationery  requisi- 
tions are  substantially  similar  to  those  described  and  discussed 
with  respect  to  purchase  requisitions  leading  to  procurement 
through  the  supply  department.   Printing  department  requisitions 
are  prepared  in  triplicate  with  the  originals  and  duplicates  being 
routed  to  the  printing  department. 

The  forms  are  bound  in  heavy  covers.   Unless  the  requisi- 
tions are  prepared  by  hand,  it  is  necessary  to  remove  them  from 
these  bindings  for  typing.   When  the  supply  of  requisitions  in  a 
bound  volume  is  exhausted,  the  binding  is  discarded.   So  far  as 
could  be  determined,  these  bindings  are  not  returned  to  the  printing 
department  for  reuse  or  other  valuable  disposition.   It  is  believed 
that  some  savings  could  be  effected  by  eliminating  these  heavy 
bindings  and  covers.   It  is  recommended  that  these  requisitions  be 
issued  in  pads  similar  to  those  used  for  regular  purchase  requisi- 
tions . 

9.  Printing  and  Supply  Department  Orders 

Following  the  issuance  of  appropriate  requisitions  to  the 
printing  and  supply  departments,  the  park  department  receives  two 
copies  of  the  corresponding  orders.   These  copies  are  designated 
as  the  "departmental  file"  copy  and  the  "receiving  notice"  copy. 
The  park  department  is  not  experiencing  any  significant  difficulties 
with  the  form  of  these  conies. 
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After  the  approving  and  signing  of  purchase,  printing, 
and  stationery  requisitions  by  the  board  chairman,  a  copy  of  each 
requisition  is  routed  to  the  initiator  of  the  intradepartment 
requisition  to  show  that  his  requirements  have  been  forwarded  to, 
and  that  action  can  be  expected  by,  the  printing  or  supply  depart- 
ments.  However,  it  is  the  policy  of  the  park  department  to  retain 
both  copies  of  the  corresponding  orders  in  the  central  offices 
pending  the  preparation  and  distribution  of  the  departmental 
receiving  notices,  Gen.  8.   The  data  as  to  receipts  on  these  re- 
ceiving notices  are  recorded  on  the  receiving  copies  of  the 
corresponding  orders.   When  deliveries  against  orders  are  complete, 
these  receiving  copies  of  the  orders  are  routed  to  the  auditing 
department  to  serve  as  part  of  the  permanent  records  supporting 
payments  to  vendors. 

This  procedure  involves  substantial  duplication  of  effort 
in  reporting  and  recording  deliveries.   Many  orders  are  completed 
with  one  shipment.   If  receiving  Offices  were  in  possession  of  the 
receiving  copies  of  orders,  and  adequate  inventory  records  were 
maintained,  it  is  considered  that  the  posting  of  receipts  directly 
on  these  copies  of  orders  would  be  adequate  for  the  central  offices 
of  the  park  department  and  for  the  auditing  department.   This 
procedure  would  eliminate  the  preparation  and  distribution  of  many 
departmental  receiving  notices  and  the  transfer  of  the  data  to  the 
receiving  copy  of  the  order. 

It  is  a  common  and  accepted  practice  in  governmental  and 
industrial  purchasing  to  route  the  receiving  copies  of  orders  to 
receiving  agents  when  the  commodities  are  to  be  delivered.   Receiv- 
ing agents  report  receipts  on  the  receiving  copies  of  the  orders 
when  single  deliveries  complete  the  orders.   In  cases  of  partial 
deliveries^  the  receiving  agents  are  required  to  report  such 
deliveries  on  what  are  customarily  referred  to  as  "partial  receiving 
reports."  The  receiving  copies  of  the  orders  are,  in  such  instances, 
held  until  final  deliveries  are  made.  When  final  deliveries  are 
made,  the  receiving  copies  of  the  orders  are  routed  to  central 
offices  together  with  the  partial,  final  receiving  reports. 

It  is  the  opinion  of  officials  of  the  park  department 
that  excessive  risks  of  loss  or  destruction  are  incurred  in  routing 
copies  of  orders  to  receiving  locations  because  these  papers  are 
essential  to  the  complete  record  of  disbursements.   No  satisfactory 
explanation  could  be  ascertained  as  to  why  there  should  be  any 
greater  incidence  or  risk  of  loss  or  destruction  of  receiving 
copies  of  orders  than  of  copies  of  departmental  receiving  notices, 
Gen.  8.   However,  if  necessary,  it  is  likely  to  be  easier  to 
reproduce  missing  copies  of  departmental  receiving  notices. 
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In  the  absence  of  adequate  inventory  records  on  which  to 
post  receipts,  the  current  procedure  of  preparing  departmental 
receiving  notices  in  duplicate  automatically  provides  a  copy  of  the 
record  regarding  such  transactions  which  would  he  unohtainahle 
under  the  procedure  of  using  receiving  copies  of  orders  to  report 
single,  complete  deliveries  or  partial,  final  deliveries.   There- 
fore, unless  and  until  more  adequate  inventory  records  are  estab- 
lished and  maintained,  it  is  unlikely  that  this  undesirable 
duplication  of  effort  can  be  eliminated. 

10.   Purchases  from  Petty  Cash 

The  department  has  established  the  policy  of  authorizing 
foremen  and  certain  other  operating  personnel  to  purchase  articles 
having  a  value  of  $5*00  or  less  each  from  a  petty  cash  fund.   The 
basis  for  this  policy  is  the  conviction  that  this  method  of  pur- 
chase is  cheaper  and  faster  when  compared  with  the  detail  and  costs 
involved  in  making  these  purchases  through  more  formal  procedures 
and  longer  lines  of  authority. 

A  detailed  analysis  of  petty  cash  expenditures  for  the 
years  19^5  through  lQl+7  showed  that,  on  a  monthly  average, 
approximately  15  persons  made  petty  cash  purchases  involving  about 
Ij.  items  per  person  having  a  value  of  about  $1.00  per  item.   The 
total  petty  cash  expenditures  for  the  department  in  19^-5*  3-9M* >    anc^ 
I9L1.7  were  approximately  $3600,  $3100,  and  $Ll000,  respectively.   The 
monthly  overall  expenditures  were  substantially  uniform  throughout 
the  year.   Of  these  total  annual  disbursements  from  petty  cash, 
approximately  $?60,  $6)4.5,  and  $900  in  I9I4.5 ,  19^6,  and  I9I4.7, 
respectively,  were  spent  on  purchases  of  supplies,  materials,  and 
equipment.   The  monthly  averages  for  such  expenditures  amounted  to 
approximately  $63,  $5!).,  and  $75  for  the  years  I9I4.5*  19M>»  and  I9I4.7. 
For  budgetary  and  other  reasons,  it  was  decided  to  provide  the 
cemetery  division  with  its  own  petty  cash  fund  and  this  was  done 
early  in  19^7*   The  total  petty  cash  disbursements  by  the  division 
in  19^4-7  amounted  to  about  $270,  of  which  approximately  $i{.8  was 
spent  in  purchasing  supplies,  materials,  and  equipment.   These 
figures  are  included  in  other  totals  given  for  194-7 • 

This  ratio  of  the  value  of  petty  cash  purchases,  as 
compared  with  the  value  of  formal  purchases,  is  reasonably  satis- 
factory.  It  is  possible  that  a  periodic  review  and  analysis  of 
these  purchases  might  result  in  reducing  such  purchases  further  by 
carrying  additional  commodities,  involved  in  such  transactions,  in 
stock, 

11 •   Service  Orders 

Service  orders  may  be  issued  direct  to  vendors  by  the 
park  department  without  advertisement  in  the  City  Record,  formal 
bids,  or  approval  of  the  mayor,  provided  the  estimated  cost  of 
such  services  in  each  order  is  less  than  $1000. 


* 


Services  for  which  the  estimated  cost  amounts  to, or 
exceeds  $1000  must  be  ordered  pursuant  to  the  provisions  of  the 
City  Charter  of  I9O9  (Acts  of  1909,  Chapter  I4.O8) ,  section  30,  as 
amended  by  Chapter  15©,  Acts  of  1939 t   which  are  as  follows: 

"Every  officer  or  board  in  charge  of  a  department  in 
said  city  and  every  officer,  board  or  official  of  the 
county  of  Suffolk  having  power  to  incur  obligations  on 
behalf  of  said  county  in  cases  where  said  obligations  are 
to  be  paid  for  wholly  from  the  treasury  of  said  city,  when 
authorized  to  erect  a  new  building  or  to  make  structural 
changes  in  an  existing  building,  shall  make  contracts 
therefor,  not  exceeding  five,  each  contract  to  be  subject 
to  the  approval  of  the  mayor;  and  when  about  to  do  any 
work  or  to  make  any  purchase,  the  estimated  cost  of  which 
alone,  or  in  conjunction  with  other  similar  work  or 
purchase  which  might  properly  be  included  in  the  same 
contract,  amounts  to* or  exceeds  one  thousand  dollars^ 
shall,  unless  the  mayor  gives  written  authority  to  do 
otherwise,  invite  proposals  therefor  by  advertisements  in 
the  City  Record.   Such  advertisements  shall  state  the 
time  and  place  for  opening  the  proposals  in  answer  to  said 
advertisement,  and  shall  reserve  the  right  to  the  officer, 
beard  or  official  to  reject  any  or  all  proposals.  No 
authority  to  dispense  with  advertising  shall  be  given  by 
the  mayor  unless  the  said  officer,  board  or  official 
furnishes  him  with  a  signed  statement  which  shall  be 
published  in  the  City  Record  giving  in  detail  the  reasons 
for  not  inviting  bids  by  advertisement." 

Services  for  which  the  estimated  cost  amounts  to  or 
exceeds  $2000  must  be  ordered  by  the  use  of  written  contracts  with 
approval  of  the  mayor  in  writing  affixed  thereto.   Provisions  of 
the  law  governing  formal  contracts  are  discussed  later  in  this 
report. 

Service  orders  are  initiated  in  the  park  department  on 
the  basis  of  approved  intradepartment  requisitions.   A  distinctive 
type  of  requisitions  is  not  used.   The  same  requisition  form,  PD  21, 
used  to  initiate  purchase,  printing,  and  stationery  requisitions 
also  provides  the  authorization  for  issuing  service  orders.   For 
the  purpose  of  filing,  and  to  distinguish  intradepartment  requisi- 
tions leading  to  the  issuance  of  service  orders,  the  letters  "SO," 
meaning  service  order,  are  written  in  the  circle  provided  on  the 
requisition  for  assigning  a  number. 

The  cemetery  division  initiates,  prepares,  and  distributes 
about  80  service  orders  each  year.   A  recommendation  for  increasing 
the  centralized  control  and  supervision  of  these  procurement 
operations  by  their  transfer  to  the  office  of  the  secretary  and 
chief  clerk  is  presented  elsewhere  in  this  report. 
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A  detailed  study  and  analysis  of  the  procedures  with 
respect  to  the  preparation  and  distribution  of  service  orders 
resulted  in  finding  that  they  are  substantially  in  accord  with 
established  policies  and  practices.   However >  certain  policies  and 
practices  have  been  formulated  and  established  by  the  park  depart- 
ment principally  with  respect  to  its  own  operations  which  provide 
the  basis  for  additional  comment. 

In  emergencies,  the  vendors  to  whom  service  orders  are 
issued  may  be  selected  with  no  attempt  being  made  to  obtain  com- 
petitive bids.   For  requirements  of  services  other  than  emergency, 
and  particularly  for  services  involving  relatively  large  expendi- 
tures, it  is  the  department's  policy  to  secure  informal  bids  and 
the  service  order  is  issued  usually  to  the  lowest  bidder. 

The  department  has  devised  an  informal  bid  form  which 
bendors  must  use  to  describe  the  proposed  services  and  to  present 
their  estimates  of  costs.   This  form  has  the  advantages  of  making 
the  submission  of  proposals  reasonably  uniform  and  of  providing  more 
suitable  records  of  bids  on  which  awards  are  determined,  service 
orders  are  issued,  and  disbursements  are  made.   The  department 
requires  a  vendor  to  prepare  and  submit  this  form  even  though  no 
other  bids  are  secured  or  invited.   In  an  effort  to  ascertain 
ultimate  expenditures  as  accurately  as  practicable,  the  department 
endeavors  to  secure  bids  involving  a  specific  cost  or  at  least  a 
cost  which  the  services  will  not  exceed.   The  original  of  this 
prepared  bid  form  is  Sent  to  the  auditing  department  to  support 
payment  of  the  vendor's  invoice. 

This  form  also  assists  in  controlling  costs  and  in 
facilitating  disbursements.   If  a  service  order  is  issued  to  a 
vendor  and  no  other  bids  are  involved  in  the  transaction,  it  is 
reported  to  be  the  policy  of  the  auditor's  office  to  require  an 
invoice  from  the  vendor  which  provides  a  detailed  breakdown  for 
labor  and  materials.   When  a  service  order  is  issued  as  a  result  of 
the  submission  of  several  bids,  an  invoice  for  a  lump  sum  is 
acceptable  to  the  auditor's  office.   The  device  used  to  show  which 
of  the  two  procedures  is  applicable  is  to  type  on  the  face  of  the 
auditor's  copy  of  the  service  order  the  number  of  written  bids  which 
were  received  and  used  in  making  the  award.   Labor  rates  presented 
on  invoices  are  checked  against  the  rates  published  by  the  state 
and  by  trade  organizations. 

The  triplicate  copy  of  service  orders  is  marked  "Supply 
Department  Copy."  The  routing  of  this  copy  to  the  supply  depart- 
ment was  discontinued  earlier  this  year  inasmuch  as  that  depart- 
ment is  not  particularly  concerned  with,  nor  does  it  have  any 
responsibility  for,  such  transactions.   This  copy  is  routed  to  the 
individual  who  is  responsible  for,  or  will  see  to,  the  complete 
and  proper  performance  of  the  services  ordered. 
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In  addition  to  the  formal,  preprinted  copies  of  every 
service  order  prepared  and  distributed  by  the  park  department,  a 
sixth  plain  tissue  copy  is  prepared.   This  copy  is  filed  in 
numerical  sequence  so  as  to  provide  a  control  for  assigning  numbers 
to  service  orders  which  are  not  prenumbered.   It  is  suggested  that 
a  ledger  or  number  control  list  would  provide  an  equally  suitable 
and  less  expensive  method  for  exercising  this  control. 

It  was  reported  that  approximately  $0   percent  of  all 
service  orders  are  emergency  or  confirming.   'The  majority  of  such 
orders  cover  repairs  to  automotive  equipment  for  which  the  garage 
lacks  the  personnel,  materials,  or  equipment  for  doing  the  work. 
Furthermore,  it  was  estimated  that  about  60  percent  of  these  orders 
are  issued  without  competitive  bidding. 

This  practice  appears  to  be  inimical  to  conservative 
procurement  practices.   However,  further  investigation  established 
that  most  of  these  service  orders  cover  labor  and  materials  in 
operations  where  the  rates  are  relatively  stable  and  readily 
ascertainable,  and  in  operations  which,  through  experience,  are 
known  to  be  of  such  a  character  that  competitive  bidding  would  not 
be  likely  to  reduce  costs.   Such  transactions  involve  parts  and 
labor  for  the  repair  of  automotive  equipment  and  hauling  by  common 
carrier. 

Nevertheless,  the  records  of  emergency  or  confirming 
service  orders  should  be  kept  under  constant  surveillance  to  prevent 
abuses  and  with  a  view  to  devising  ways  and  means  for  reducing 
equipment  breakdowns  and  taking  such  other  actions  as  enlarging 
inventories  and  increasing  the  number  of  commodities  carried  in 
stock. 

The  forces  of  the  department  remove  many  trees,  but  it 
was  reported  that  in  recent  years  the  volume  of  this  work  has 
increased  to  such  an  extent  that  it  has  been  necessary  to  issue 
service  orders  to  outside  contractors  to  assist  in  keeping  abreast 
of  these  requirements. 

During  average  winters,  snow  plowing  and  removal  is  per- 
formed exclusively  by  park  department  forces.   Last  winter  was  an 
exception  when  the  heavy  and  frequent  storms  required  outside 
assistance.   Approximately  20  service  orders  amounting  to  $l6,000 
were  issued  for  snow  plowing  or  removal  last  winter. 

12.   Contracts 

PMMMHMHtMtaMHHaui 

The  park  department  uses  two  preprinted  contract  forms 
designed  especially  to  cover  its  own  operations.   One  form  is  used 
to  contract  for  the  construction  of  buildings.   The  other  form  is 
used  to  contract  for  all  other  work,  including  the  construction  of 
bridges,  roads,  sidewalks,  and  water  drains.   It  was  reported  that 
on  rare  occasions  the  department  has  used  the  preprinted  paving 
contract  form  developed  by  the  public  works  department.   However, 
in  these  instances,  it  is  sometimes  necessary  to  change  the  form 
considerably  to  eliminate  provisions  and  specifications  not  properly 
applicable  to  park  department  operations. 
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Essential  parts  of  these  formal  contracts  such  as  informa- 
tion for  bidders,  general  terms  of  proposals,  contract"  forms, 
corporate  resolutions,  and  bonds  are  printed  on  good  quality  paper 
and  bound  with  durable  covers.   Space  is  provided  for  convenient 
attachment  of  advertisements  and  the  incorporation  of  additional 
descriptions  or  specifications. 

Chapter  I4.I8,  Acts  of  1890,  as  amended  by  chapter  lf>6, 
Acts  of  1939  provides: 

"Section  l|.   Every  officer  or  board  in  charge  of  a  depart- 
ment in  said  city,  when  authorized  to  erect  a  new  building  or 
to  make  structural  changes  therein,  shall  make  contracts  there- 
for, not  exceeding  five,  each  contract  to  be  subject  to  the 
approval  of  the  mayor;  and  when  about  to  do  any  work  or  to  make 
any  purchase,  the  estimated  cost  of  which  amounts  to  or  exceeds 
two  thousand  dollars,  shall  unless  the  mayor  gives  a  written 
authority  to  do  otherwise,  invite  proposals  therefor  by  adver- 
tisements in  not  more  than  four  daily  newspapers  published  in 
said  city,  such  advertisements  to  state  the  time  and  place  for 
opening  the  proposals  in  answer  to  said  advertisements,  and 
reserving  in  such  invitations  the  right  to  the  officer  or 
board  to  reject  any  or  all  proposals, 

"Section  5>.   Every  proposal  for  doing  such  work  or  making 
such  sale  shall  be  accompanied  by  a  suitable  bond*  certified 
check  or  certificate  of  deposit,  for  the  faithful  performance 
of  such  proposal,  and  all  such  proposals  shall  be  kept  by  the 
officer  or  board  inviting  the  same,  and  shall  be  open  to  public 
inspection  after  said  proposals  have  been  accepted  or  rejected^ 

"Section  6]  All  contracts  made  by  any  department  of  the 
city  of  Boston  or  by  any  officer,  board  or  official  of  the 
county  of  Suffolk  having  power  to  incur  obligations  on  behalf 
of  said  county  in  cases  when  said  obligations  are  to  be  paid 
for  wholly  from  the  treasury  of  the  city  of  Boston,  shall  when- 
ever the  amount  involved  is  two  thousand  dollars  or  more,  be  in 
writing,  and  no  such  contract  shall  be  deemed  to  have  been  made 
or  executed  until  the  approval  of  the  mayor  in  writing  is  af- 
fixed thereto.   All  such  contracts  shall  be  accompanied  by  a 
suitable  bond  or  deposit  of  money  or  other  security  for  the 
faithful  performance  of  such  contracts,  and  such  bonds  or  other 
security  shall  be  deposited  with  the  city  auditor  until  the 
contract  has  been  carried  out  in  all  respects;  and  no  such  con- 
tract shall  be  altered  except  by  a  written  agreement  of  the 
contractor,  the  sureties  on  his  or  their  bond,  and  the  officer, 
board  or  official  making  the  contract,  with  the  approval  of  the 
mayor  affixed  thereto," 

Except  for  emergencies,  the  projects  for  which  it  is  in- 
tended to  award  contracts  are  set  forth  in  proposed  budgets. 
Following  approval  of  the  budgets,  it  is  the  responsibility  of  the 
chief  engineer  to  schedule  the  completion  of  the  projects  subject 
to  the  review  and  approval  of  the  chairman  of  the  board  of  park  com- 
missioners.  This  schedule  is  governed  principally  by  such  factors 
as  the  season  and  the  availability  of  contract  forces  as  well  as  the 
availability  of  adequate  supervisory  and  inspection  personnel  of  the 
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park  department  to  oversee  the  administration  and  performance  of 
the  contracts. 

Contrary  to  the  policy  of  the  public  works  department, 
no  charge  is  made  for  sets  of  proposals,  contracts,  plans,  specifi- 
cations, and  the  like,  when  they  are  distributed  at  the  request  of 
prospective  contractors.   A  list  of  the  names  and  addresses  of 
contractors  requesting  forms  and  other  data  is  kept  but  no  mailing 
lists  are  maintained  for  the  purpose  of  mailing  proposals  to 
contractors  in  order  to  stimulate  greater  interest  and  stronger 
competitive  bidding.   It  was  estimated  that  there  are  an  average 
of  about  eight  bidders  for  each  contract,  which  would  appear  to 
be  adequate  with  respect  to  achieving  these  objectives. 

A  detailed  study  of  the  procedures  in  the  contracting 
process  was  undertaken.   It  is  considered  that  they  are  reasonably 
effective  and  efficient  in  view  of  the  necessary  series  of  reviews, 
approvals,  and  signatures,  and  the  distribution  of  copies  required 
by  lav/  to  the  various  offices  of  the  City  government  to  provide 
for  the  overall  administration  of,  and  the  disbursements  under, 
such  contracts. 

Very  few  contracts  are  negotiated  by  the  department. 
The  principal  use  of  negotiation  is  in  connection  with  the  award 
of  paving  contracts.   For  several  years  the  paving  requirements 
have  been  negotiated  with  the  same  contractor.   Officials  of  the 
park  department  recognize  that  this  policy  appears  to  be  contrary 
to  the  traditional  governmental  procurement  method  of  securing 
public  bids  intended  to  provide  safeguards  against  discrimination, 
high  costs,  and  inferior  quality.   However,  it  is  the  opinion  of 
these  officials  that  even  though  patch-paving  work  probably  could 
be  procured  at  less  initial  cost  by  competitive  bidding,  this 
method  of  procurement  would  not  be  as  economical  in  the  long  run 
as  negotiation.   Years  of  experience  were  said  to  show  that  by 
negotiation  of  the  work,  the  department  was  able  to  procure  patch- 
paving  of  excellent  quality  performed  by  a  contractor  with  high 
integrity  and  complete  reliability,  as  a  consequence  of  which  the 
department  found  that  relatively  little  supervision  and  inspection 
of  the  work  was  necessary  to  safeguard  the  interests  of  the  City. 

Contracts  have  been  negotiated  for  the  care  or  removal 
of  trees.   Officials  reported  that  tree  experts  throughout  the 
City  operate  according  to  standard  rates  for  materials,  equipment, 
and  labor,  making  it  unnecessary  to  go  to  the  expense  and  effort  of 
securing  bids  to  reach  the  lowest  costs  of  work  by  qualified 
contractors . 

The  only  other  recent  instance  of  negotiating  a  contract 
that  could  be  ascertained  was  in  the  case  of  purchasing  and 
planting  a  large  community  Christmas  tree  in  the  Boston  Common  for 
about  $3000.   In  previous  years  a  fabricated,  temporary  tree  was 
used  for  such  decoration  at  annual  cost  of  approximately  $[|D00. 
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The  unusual  requirements  in  war  time  stimulated  the  use 
of  negotiated  contracts  as  perhaps  the  only  way  in  which  the  needs 
could  be  obtained.   Also,  in  war  procurement  there  was  available 
the  process  of  renegotiation  to  safeguard  public  interests  against 
excessive  profits,  unsatisfactory  workmanship,  and  poor  quality. 
Negotiated  contracts  do  not  necessarily  imply  a  lack  of  competition, 
but  the  practice  does  serve  to  remove  some  of  the  emphasis  on  price 
as  the  principal  factor  in  awarding  the  contract.   In  fact, 
negotiation  may  be  the  most  effective  method  of  contracting  for 
some  services  needed  by  the  department. 

It  is  believed  that  the  intent  and  spirit  of  the  laws 
relating  to  City  contracts  are  such  that,  whenever  practicable, 
public,  competitive  bids  should  be  secured  and  used  in  awarding  those 
contracts.   Negotiating  contracts  without  the  benefit  of  public, 
competitive  bidding  is  considered  an  alternative,  but  exceptional, 
method  of  procurement.   Therefore,  it  is  believed  that  department 
heads  and  other  government  officials  involved  in  the  award  and 
execution  of  negotiated  contracts  have  the  responsibility  of 
showing  that  contracts  resulting  from  negotiations  are  in  the  best 
interests  of  the  City. 

13.   Inspection  and  Testing; 

Supplies,  materials,  and  equipment  purchased  by  or  for 
the  park  department  are  subject  to  some  informal  inspection  for 
condition  and  quality  at  the  time  of  delivery.   The  signatures  of 
the  persons  actually  receiving  the  commodities  and  the  preprinted 
certification  on  departmental  receiving  notices  are  intended  to 
specify  the  duties  of,  and  fix  responsibilities  for,  ascertaining 
that  purchase  specifications  have  been  complied  with  by  vendors. 
Inasmuch  as  receiving  agents  do  not  have  copies  of  the  orders  issued 
by  the  printing  and  supply  departments,  they  must  rely  on  descrip- 
tions in  copies  of  requisitions  and  assume  that  descriptions  in 
orders  are  identical  or  the  same  in  all  important  details. 
Receiving  agents  signing  receiving  notices  certify  "that  the 
material  above  specified  has  been  received,  that  the  quality  and 
quantity  have  been  verified,  with  exceptions,  if  any  noted  above." 

The  park  department  rarely  tests,  or  causes  to  be  tested, 
any  supplies,  materials,  or  equipment  procured  through  the  printing 
and  supply  departments.   These  procurement  agencies  are  relied  upon 
to  order  the  requisitioned  commodities  from  reliable  sources  and 
upon  such  affidavits  from  vendors  regarding  conformity  with 
specifications  as  the  procurement  agencies,  in  the  interest  of 
good  judgment,  may  require. 

Technical  specifications  arc  rarely  used  by  the  depart- 
ment in  purchasing  commodities  or  services  of  relatively  small 
value  which  are  procured  through  the  use  of  service  orders.   Such 
specifications  are  used  principally  in  the  department's  service 
orders  and  formal  contracts  covering  construction  work  for  the 
purpose  of  achieving  acceptable  quality  and  practical  standardiza- 
tion.  The  specifications  used  arc  generally  those  which  have  been 
prepared  by  federal  or  state  agencies  or  engineering  societies.   In 
some  instances,  these  specifications  are  modified  in  order  to  meet 
requirements  peculiar  to  the  City. 
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Por  the  enforcement  of  specifications  on  contracts 
covering  major  construction,  it  is  the  custom  of  the  department  to 
assign  its  own  staff  inspectors  to  the  jobs  for  the  purpose  of 
making  daily  checks  and  reports  of  the  quality  and  quantity  of 
work  performed  and  materials  used. 

When  the  details  of  construction  or  specifications  are 
of  such  a  nature  that  the  training  and  experience  of  the  average 
inspector  would  be  inadequate  for  evaluating  materials  and  work 
satisfactorily,  it  is  the  practice  of  the  department  to  assign  a 
member  of  the  engineering  staff  to  the  job  to  make  these  technical 
inspections.   In  addition,  the  engineering  staff  is  used  to  check 
the  progress  and  quality  of  construction  work  before  approving 
monthly  payments  to  contractors  rather  than  to  rely  on  contractors T 
invoices  as  checked  against  the  daily  reports  of  inspectors. 

The  department  does  not  maintain  its  own  testing 
laboratory.   As  a  consequence,  all  test  samples  are  sent  to  state 
and  private  laboratories.   Such  tests  are  confined  principally  to 
concrete,  asphalt,  and  loam.   It  was  estimated  that  between  ^0   and 
100  samples  are  tested  each  year.   State  laboratories  make  no 
charge.   In  19^7*  about  60  samples  of  asphaltic  concrete  were 
tested  by  a  private  laboratory  at  a  cost  of  approximately  $ll±00. 
No  forms  have  been  designed  and  specified  for  use  by  the  department 
The  forms  and  reports  of  the  outside  laboratories  are  considered 
adequate  by  the  engineering  staff  of  the  department. 

In  view  of  the  relatively  few  samples  tested,  it  is 
believed  that  securing  these  tests  by  state  and  private  labora- 
tories is  justified. 

ill .   Department  Receiving  Notioes 

The  departmental  receiving  notice  form,  Gen.  8,  is  de- 
signed in  general  accord  with  accepted  standards.   Prepared  in 
duplicate  by  receiving  agents,  the  number  of  copies  distributed  is 
kept  at  a  practicable  minimum. 

A  count  of  these  reports  prepared  and  distributed  in  191+7 
showed  that  approximately  38OO  deliveries  were  made  against  2^00 
orders.   Suggestions  for  reducing  the  number  of  these  receiving 
notices  to  be  prepared  and  distributed  by  reporting  single  and 
complete  deliveries  on  the  receiving  copies  of  orders  have  been 
made  earlier  in  this  report. 

Departmental  receiving  notices  provide  space  for  re- 
ceiving agents  to  indicate  whether  the  delivery  reported  is  partial 
or  complete.   Inasmuch  as  the  supply  department  copies  of  service- 
orders  are  distributed  to  those  who  are  responsible  for  seeing  that 
performance  of  the  services  is  complete  and  satisfactory,  this  in- 
formation can  be  determined  with  certainty.   However,  in  the  case 
of  deliveries  pursuant  to  orders  issued  by  the  printing  and  supply 
departments,  the  receiving  agents  report  partial  or  complete 
deliveries  on  the  assumption  that  the  ordered  quantity  is  identical 
to  the  requisitioned  quantity,  since  they  have  copies  of  purchase 
requisitions  but  not  of  the  ultimate  orders. 
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In  addition  to  reporting  deliveries  on  Form  Gen,  8,  the 
Franklin  Park  stores  also  post  receipts  chronologically  on  large 
cards  entitled  "Supplies  and  Equipment  Charged  to  Storehouse  for 
Year  Ending  January  Jl,  19   ."  Each  of  these  cards  is  assigned  a 
number  from  one  up  and  filed  in  numerical  sequence.   So  far  as 
could  be  established,  this  record  is  not  used  for  any  purpose  other 
than  as  an  occasional  reference  with  respect  to  deliveries  when 
information  is  requested  by  other  organization  units.   It  is 
believed  that  adequate  delivery  information  could  be  supplied  from 
files  of  copies  of  departmental  receiving  notices  and  inventory 
records.   For  this  reason,  it  is  recommended  that  this  chronologi- 
cal card  record  be  eliminated,  since  the  time  and  effort  required 
to  post  all  deliveries  made  to  the  Franklin  Park  stores  arc  not 
justified  by  the  need. 

15.   Invoices 

The  City  does  not  use  a  standard  invoice  form,  but  does 
require  vendors  to  submit  their  invoices  in  triplicate.   The  park 
department  endeavors  to  approve  and  transmit  invoices  and  corres- 
ponding receiving  records  to  the  auditing  department  with  as  little 
delay  as  practicable  when  cash  discounts  are  involved.   When  the 
work  load  makes  it  necessary,  such  invoices  are  given  preference  in 
handling  and  routing  over  other  invoices  in  which  cash  discounts 
are  not  involved. 

Although  the  printing  and  supply  departments  are  re- 
sponsible for  obtaining  cash,  trade,  or  other  discounts,  with 
respect  to  the  purchases  they  make  in  behalf  of  City  agencies,  the 
park  department  is  responsible  for  this  phase  of  procurement  with 
respect  to  service  orders  and  formal  contracts.   Service  orders 
provide  a  space  in  which  the  terms  of  the  transaction,  such  as 
cash  discounts  and  data  with  respect  to  transportation  charges,  are 
to  be  entered  by  the  department  or  other  agency  issuing  the  order. 

So  far  as  could  be  established,  the  park  department  makes 
no  concerted  and  consistent  effort  to  procure  these  data  from  its 
vendors.   The  purpose  of  a  cash  discount  is  to  induce  prompt  payment 
of  invoice  charges.   Nevertheless,  these  cash  discounts  affect  the 
net  cost  of  the  purchase  and  it  is  believed  that  more  attention 
should  be  given  to  securing  and  entering  these  discounts  on  service 
orders  and  contracts.   Nov/  it  is  the  custom  of  the  park  department 
to  ignore  this  element  of  procurement  in  bids  or  negotiations.   If 
and  when  vendors  allow  a  cash  discount  on  their  invoices,  the  park 
department  acknowledges  the  benefit  by  special  handling  and  routing 
of  these  invoices  to  put  them  in  line  for  prompt  payment.   It  is 
believed  that  additional  discounts  could  be  procured  if  the  park 
department  would  take  more  aggressive  action  in  this  regard. 

Other  than  as  discussed  above,  a  detailed  study  of  the 
policies  and  procedures  for  processing  invoices  reveals  that  they 
are  in  substantial  accord  with  those  prescribed  by  the  auditing 
department • 
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l6.   Storeskeepinft  and  Property  Control 

The  park  department  has  eleven  stores  locations  in  which 
a  total  of  approximately  1000  different  commodities  are  stocked. 
They  have  a  total  value  of  about  $1^8,000.   No  facilities  are  leased, 
The  total  space  utilized  for  storage  is  over  10,000  square  feet. 
A  tabulation  of  these  approximate  data  is  as  follows: 


Location 

Area 
(Sq.  Ft.) 

No.  of 
Commodities 

Value 

Franklin  Park 

Storehouse 
Garage 
Paint  Shop 

2i|00 

600 

20 

100 

$8,000 
1,500 
1,000 

Recreation  Division 

Pinebank  Bldg. 

1586 

11+ 

2,650 

Bath  Division 

Dover  Street 
L  Street 
Paris  Street 

3U5 

660 

1824 

21 
21 

35 

11,250 

5,200 

13,700 

Cemetery  Division 

Mount  Hope 

Fairview 

Evergreen 

600 
150 

200 

50 

2,500 

1,000 

1,500 

Central  Offices 

33  Beacon  St. 

9 

h5 

200 

Total 

10,516 

$U8,500 

The  values  of  the  commodities  carried  in  stock  at  the 
various  locations  under  the  supervision  of  the  bath  division  are 
given  for  the  peak  volume  of  stock  which  may  occur  in  the  winter  or 
in  the  summer.   At  the  Dover  Street  building,  the  summer  value  of 
stores  is  estimated  at  $11,250;  in  winter,  it  drops  to  $5*200.   The 
L  Street  stores  reach  a  maximum  value  of  about  $5,200  in  winter  and 
decline  to  a  value  of  approximately  $k,300  in  the  summer.   Stores 
in  the  Paris  Street  building  rise  to  a  value  of  about  $13,700  in 
the  summer  and  issues  reduce  this  value  to  approximately  $8,100  in 
winter. 
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At  the  beginning  of  each  summer,  considerable  quantities 
of  these  stocks  under  the  supervision  of  the  bath  division,  such 
as  towels,  bathing  suits,  and  lifesaving  equipment,  are  distributed 
to  the  bathhouses  at  beaches  located  throughout  the  City.   These 
supplies,  materials,  and  equipment  are  returned  to  winter  storage 
at  the  close  of  the  season.   However,  indoor  City  pools  are 
operated  throughout  the  year  with  an  increase  in  patronage  in  the 
winter.   Therefore,  on  the  basis  of  these  seasonal  operations,  it 
was  estimated  that  the  total  value  of  bath  division  stores  drops 
to  approximately  $17>500  at  times  of  largest  issues. 

The  data  with  respect  to  the  stores  of  the  cemetery 
division  include  a  substantial  amount  of  used  supplies,  materials, 
and  equipment  which  are  issued  to,  and  returned  by,  department 
labor  forces  each  day. 

The  park  department's  budget  normally  provides  annually 
about  $7000  f°r  printing,  stationery,  and  other  office  supplies 
which  are  carried  in  stock  at  the  central  offices  for  issue  to  all 
organization  units.   However,  certain  printing  and  stationery 
supplies  peculiar  to  the  operations  of  the  recreation  division  are 
procured  and  stored  exclusively  by  that  division. 

While  stores  of  supplies,  materials,  and  equipment  are 
not  money,  they  do  represent  substantial  investments  of  even 
greater  value  because  the  commodities  have  been  stored  and  are 
available  for  use  by  the  department.   Therefore,  it  is  of  great 
importance  that  these  values  be  recognized  and  safeguarded.   For 
this  reason,  orderly  and  safe  storeskeeping  is  important. 

An  inspection  of  some  of  the  storage  facilities  of  the 
department  discloses  many  instances  where  inadequate  shelving,  bins, 
racks,  and  other  means  have  been  provided  for  the  logical  and 
orderly  arrangement  of  stocks.   In  other  cases,  there  are  no 
facilities  for  the  proper  location,  arrangement,  or  safeguard  of 
valuable  articles  of  considerable  utility  to  almost  anyone.   Also, 
it  is  believed  that  some  articles  are  inadequately  protected  against 
damage  or  deterioration. 

Some  storage  areas  are  too  large  for  the  commodities 
contained  therein,  provided  sufficient  attention  is  given  to  proper 
arrangement  and  the  elimination  of  obsolete,  scrap,  or  dissimilar 
articles.   Some  storage  areas  are  too  small  and,  as  a  result,  part 
of  the  stocks  of  valuable  articles  are  stored  within  a  locked  area 
and  additional  quantities  are  stored  outside  such  a  safeguard, 
where  adequate  inventory  and  issue  controls  are  difficult,  if  not 
impossible,  to  establish  and  maintain. 
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In  the  present  organization  of  the  department,  there  is 
no  one  organization  unit  charged  with  the  responsibility  of  pro- 
viding a  centralized  control  of  stores  and  other  property.   Such 
responsibilities  are  divided  among  several  organization  units  as 
illustrated  by  the  tabulation  above.   Effective  central  storage 
or  controls  do  not  necessarily  preclude  a  system  whereby  certain 
commodities  are  carried  in  the  stock  of  a  using  organization  unitTs 
own  storeroom  in  order  to  meet  current  needs.   In  any  event,  the 
controls  that  do  exist  appear  to  be  loose  and  not  very  effective. 

Assuming  that  financial,  legal,  and  other  considerations 
make  it  impracticable  for  the  cemetery  division  to  replenish  the 
stocks  in  its  own  storerooms  from  those  carried  at  Franklin  Park, 
it  is  believed  that  effective  central  storage  could  be  achieved  for 
other  organization  units  of  the  department.   The  park  department 
is  perhaps  more  fortunate  than  some  other  City  departments  in 
having  a  location  and  space  at  Pranklin  Park  for  central  stores 
which  appears  to  be  adequate,  provided  economies  in  space  are 
effected,  additional  storage  equipment  is  installed,  and  suitable 
records  are  established  and  maintained. 

The  department  has  no  perpetual  inventory  records,  and 
there  is  no  S3vstem  for  a  periodic  audit  of  inventories.   Issues 
from  stores  at  Franklin  Park  alone  amount  to  about  ;>000  each  year 
as  based  upon  an  estimated  1000  requisitions  averaging  three  items 
to  each  requisition.  At  some  Other  storerooms  which  have  no 
continuously  assigned  storeskeepers,  no  permanent  records  of  issues 
are  maintained  or  standard  forms  used.   Issues  of  tools  and  equip- 
ment are  made  by  informal  memoranda  and  it  was  impossible  to 
determine  the  value  of  all  stock  issues. 

Complete  stock  records  are  necessary  to  the  effective 
operations  of  any  storage  system.   In  order  to  facilitate  the 
operation  of  an  adequate  requisitioning  and  purchasing  system, 
these  records  should  include  stores  and  inventory  records  for  each 
commodity  and  records  of  the  consumption  of  these  commodities  by 
each  of  the  various  using  agencies  in  the  department.   Such  records 
are  the  basis  for  estimating  and  grouping  requirements  for  volume 
purchasing  and  for  the  prompt  replacement  of  commodities  when 
minimum  inventories  have  been  reached. 

Perpetual  inventory  records  should  be  maintained  for  all 
stores  and  should  be  checked  by  periodic  audits.   With  centralized 
inventory  control,  minor  storerooms  majr  be  controlled  with  less 
comprehensive  records.   It  is  sometimes  preferable  to  maintain 
these  records  in  the  central  offices  and  there  may  be  many 
advantages  in  placing  them  in  the  office  of  the  secretary  and  chief 
clerk. 


Some  of  the  larger  stores  such  as  Franklin  Park  have 
records  of  issues.   When  commodities  are  issued  pursuant  to  a 
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Tor  by  the  person  receiving  the  commodities.   It  is  entitled 
'Requisition  for  Supplies  on  Franklin  Park  Warehouse"  and  is  cross- 
referenced  to  the  original  requisition  authorizing  the  issue. 
Copies  of  requisitions  covering  issues  from  Franklin  Park  stock 
and  a  daily  report  summarizing  the  issues  to  all  organization  units 
are  sent  to  the  central  offices.   The  records  and  reports  are 
filed,  but  it  appears  that  no  use  is  made  of  the  data. 

So  far  as  could  be  ascertained,  there  are  no  significant 
transfers  of  supplies,  materials,  or  equipment  within  the  depart- 
ment nor  are  there  such  transfers  to  or  from  other  departments 
for  which  accounting  or  other  records  would  be  justified. 

In  19^4-7*  equipment  with  a  trade-in  value  of  about  $6,000 
was  turned  in  toward  the  purchase  of  new  equipment  and,  in  19 1+8,  up 
to  August  1,  equipment  valued  at  about  $6,700  was  traded  in  as  part 
payment  for  additional  new  equipment.   It  was  reported  that  in 
recent  years  no  supplies,  materials,  or  equipment  have  been  disposed 
of  by  sale,  gift,  or  destruction. 

A  card  file  type  of  property  records  covering  furniture, 
office  equipment,  and  other  items  of  capital  equipment,  excluding 
automotive  equipment,  was  prepared  in  1939  with  WPA  assistance. 
These  records  have  not  been  kept  up  to  date  nor  have  they  been 
subject  to  periodic  audit.   Some  records  of  automotive  equipment 
are  available  which  include  information  needed  for  proper 
registrations  and  some  cost  data  on  operation,  maintenance,  and 
repair  which  are  of  value  in  determining  depreciation  and  in 
scheduling  trade-in.   However,  it  is  believed  that  much  can  be 
done  toward  improving  policies  and  procedures  of  the  department 
with  respect  to  the  control  of  acquisition,  custody,  care,  and 
maintenance  of  property  and  the  accounting  and  record-keeping 
involved. 
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